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CONFIDENTIAL 


2 August 1948* 


!• In aceordsnoe tdlth the sboire reference,^ the Oooalttee net os 
Thursday, 22 July, to dlseuBS procedure. It ms deterfsined that a 
prellalmiy talle to- eacploro -the wriotis phases of the proble* should 
be held between the Assiatant Mrsetor SO and the Ixeeutlv® for A&ll« 
As a result, the following was agreed toi 


a* All doaeatic security functions including personnel 
InTesttgatloBs of se^-corert and oo-rert personnel 
should be eoabined under the l&soutlv® for I&S* 

2, The CojfESltte# set on frtdi^, 29 JisOy, without ihn Iseeutlr® 
for liS, it lowing been considered m longer neoessaiy for his to 
attend in view of the agreeaent with regard to the cosbinlng of the 
inspeotlen faellities. A paper was subalttod Igr the Assistant 
Director SO ineorporating Ihe ideas of that office with regard to th© 
necessary reoripuattiatioa for the ii^l^tentation of 10. (This 
paper is forwarded as Baolosure A.) this did net coii^ide with the idea# 
of the Ixesutlee for ASdf and it was deoided that h® should sutmit a 
aeparate paper incorporating th® ideas of adainlstaratire support 
required ih any reorganisatloael set (Thle paper is fiwrwarded 
as Enclosure B«) 

3* la Tiew of -^e opposing ideas presented, it will be 25X1 A 

necessary f&tf the Director to aak© final detenslnation as to the 
reori^aiaed set up on the t«els of the^e tsFo presentations. 

25X1 A 
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28 Jtily 1948 

BBiWMMDllI Wm-i BBUCfOE, CESSEii IBTSXJS^l 

1. R«fap«mca i» nade to mnorwodm of th* Biraotor' of Caostral 

21 1948» folijoett *4dltti2iifftzutive Si^port for 

CI4,« 

2. Whan 014 haa two covart offioao, the folloalag procedtira 

for op«mt3oiial eoi 3 ^:«l aad adstinlatnitire support should be estaM-ishedi 
a* Aa efflser oa the Blreotor^e staff, with e seall staff 
of aesistaats, be desluaatsd to ooordiaate aad st^arvlee 

the operatioM aaft ateialstrative siqjiwrt of t^e two covert 
off^ee* This offloer vUl be a staff officer e e-n orf.y ‘tffiWTS 
instznietloae in the aaae of the BiriMtor* 

iiA An autonoffloiis admlaletratlve aai services unit eboida 
stqsport the tso <a>v«rt offioea. the preesut Adalalstratloa aaS 
Services of 0^ i^txid b^soae ^Is uait • 

3. the pres«it Adaialstratioa aad Servioos laiit of C®0 should 
becoic© the ualt to support the tso covert offices. It is curreatly 
sonrioiag the Special Procedures (ivatsp of OSO, as eell as ths other 
operatioaal activities of OSO. m.m the Special Prooeduree 
shloh ehottld for® th^ aadeue of the nm covert office, beoooee the 
Office of Speolal Projeote eaooth transition and ualatarrt^ited service 
will be provided the now covert office without tbm eoafosloa and lack 
of efflelwiQy idilch wci^d result froa a najor adalalstratlve reorganisation. 
Approved For Release 2002/05/01 ^GlA-l^l?81-O9p61.R0^6gOp40O35-6 ' ^ 
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Mo laajor la th© ei^|^ls©tioa latf fteetloiMi of th® present 

Adtelnistration «Bd S©nriees unit nr® adhrisabl® aocoopt l*ie following lAlob 
are reeoi3a«aici®d for ooneMemtlont 

All doB«8tie seeurlly fuaotioas Inoludlag personni^l 
Intrestlgatioas of #i®i«oow«rt oowert personneOL should be oraablaed under 
the Exeotttlr® for Isspeotloa amd Seourity. 

b, A hlgh-lewel peroosmel proour^eart officer with & vary 
sroall «!»ff he a»slga«d «aeh of the covert offices toi 

(1) fcintaia iatlaate knowledge of operational requlramMits 
and attendant p^sonnel neede. 

(2) l&tintaia ^ectlva llaleon with PerKsnnel Prociareaent 
Section of CIA to insure ftilflUnaat of hie office** requlre- 
meats* 

(3) EstahLish certain high-level contacts for the procure- 
m€«tt of hig^ily ifj^ialiaed peraoim^ coordinating this i^jgraja 
with agent pzxMSurensDt. 

4* fhera is no i^ed for separate, autoaJBous admlnlstaatlve st^sport 
fM? each of ^e covert officee since their activities are covert and will 
have to be doshly coordinated. On the other hand, support of covert 
operatlozm ty an overall, oratralisad OlA administrative unit ie eqtAlly 
iinpracti^d. Security of operations cannot be sainl^liied under this 
system since effective servicmi reqttire an intizaite knowledge of op«?atioBS 
hjr those furnishing the support and this knowledge would have an unsarrantad 
spread. 


:ONFi0EN i iAL 
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the proeadtires 'vary widW.y :l^t^ noiml goirarroeatal serrlcee 
and require apaoiiaisad Imowledge and action, la addition, those 
concerned with the dlrmstlon and eooiodlmtloa of opamtlons suet have 
a large aaastire of control over their st^jportlng sffipvlees. Just as setash 
so as a 0 O]issaailm> in battle. 

5 , Conseqaently, a eoiQ>l«te eaotml last Ion of tdl support fuaotloiMt 
la CIA is ri^farded as uassrfeshle even if detaohed sect Ions are placed 
with the eovert offices, fhe latter eystiw was given a yearfe trial ±a 
this 02^ani3atioB aad foimd absolutaly Inpraotloal, Buplloatlca with 
airfconoaous a^lnietratlve stqsport for covert activities Is aat oonsidered 
real hecause of the vide differsraj# In the wjaduot of covert and other 
activities of the organisation. So appreoiable saving In personnel would 
result froa a oonsolidatloa. If we are to ran a secure, secret Intelllgance 
organization, it will l»e neessMxy to continue the preeeat patera repirdless 
of criticieM. These opisione are baaed upon an intlasite day-to-day k»idadgo 
of the problsBMi involved and upon detailed investigation of Uiese problsBo. 



DOHALD B. QALLOWAT 

CCi Ixeeutlve Director Aesistaat Director 

F?t««\itlve f or A ® » Sprolal Operations 
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2 August 19i40 

CONFIDENTIAL 

Director 

Executive fear Adainistration. and Management 
Adalniatrative Support for CIA* 

Roferenca! Ifemorandua from the Director, sublet, Adainistratiw 
Support for CIA, dated 21 July 19iiB* (Attaotod as 
Tnclosure lio, 1.) 



1, Primary conslderatioi®. 

a* Should we provide for two coapletely separate and autono- 
mous covei*t \jnits? 

b* Should ws provide a completely autonomous covert organi— 
aation through the establisteent of an additional staff under the 
Director (title would not alter purpose or function) to contool 
all cQvort opa rations and swiffiinlstration? 

c* Should we provide completely centralised a<toinlstrative 
support for all of CIA under currant organiaational structure, 
and absorb therein the currently separate administrative functions 
now under direct control of ADSO? 

d» Should we adopt some cosprosis© of the three possibili- 
ties indicated above* 

2» Problema involved* 


a* The spirit and intent of 


b* ll»thsr adequate operational security can be pmvided by 
jBone centralized overall administrative si^jport* 

Cm Current consideration ty both Dulles and Hoover Investi- 
gating groups as to whether covert operatlcaas are correctly as- 
signed- to CIA* 

d* Current inquiry by loover group as to cooperation and 
coordination between covert and essentially overt activities of 

CIA. 


e» Constantly recurring nB<»aed.ty to justify to the Bureau 
of the Budget, CsMRlttees of Coi^jess .md the Civil Service Co»- 
mission apparent and obvious duplications In cu' 5 ianlzation^ struc- 
ture and increased fiscal requireTOuts occasioned thereby* 



25X1 A 




Approved For Release 2002/05/01 : 


3# Oisoussion, 

a* The fxill groap daslgnated by tl» Director to revlow and 
report on the probls® of edaiaistrative support h&s a»t once. 

AMO and ^self have had a personal conferenoef the results of 
whtoh I have reported in ■writing (see Inolosure 2#), One eon- 
ferenoe has been held between the Executive Director^ ADSO and 
n^aelf, Ihe results of these meetings are Indicated beloei 

(1) There is agreement that two separate irdividxially 
autonoBous covert unite should not be considered* 

(0) There is agreement that all domestic ascurity 
functions^ Including personnel investigations for 3emi«»covert 
and covert personnel should be consolidated directly under 
the Executive for Inspection and Security* 

(3) Ttorw is complete disagreement between AMO and the 
Kjasoutive for Administration and Management as to Ihe balance 
of tJie problems* Due to this disagreeTOnt, we have been 
instruc-ted ty ttw Executive Director to submit separate re- 
ports and reco!i£»ndatton3* 

b* (1) It Is understanding that the spirit ard intent 
of MCID 10 is that the aiditlonal covert office required 
thereby shall not be a part of the Office of Special Operations# 
but shall be established as a separate office with an Assistant 
Director on the same level as that of the other Assistant 
Direotora and with the same a©«»88 and responsibility to the 
Director* 

(2) The Assistant Director for Special Operations proposes 
that he and two of his subordinates be established as a Staff 
Oroup# responsible to the Director for ti» conduct and admin- 
istrati-ve support of all covert operations# and that a esparate 
administrative staff be established forsMPii administrative 
support* This would require the af^intawnt of a new ADSO# 

a covert adtednistratlve staff chief on the same level m "the 
Executive for Administration and Management# and that these 
CifidlsIs# together wi^ the Assistant Director appointed 
under NSCID 10, report through and be controlled ly the tmr 
Covert Operations Staff Chief* Such action could in my 
opinion only appear to interested parties to be a direct con- 
travention of the intent and spirit of |ISGJD 10# by estab- 
lishment through a rsorganizationql subterfxige of a control 
which MOID 10 is expressly storied to svbld* 
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(3) If it should be dstsmlned to provids ooffiblmd 
autonomous admlnlstaratiTO saji^rt for covert activities It 
would, in KQr opinion, be much more within the spirit of 
MOW 10 to establish such s\;^port direct y under the super- 
vision of the laeoutlve Dimctor without the establi^hrasat 
of argr additional covert operational staff control* 

o. (X) It has been lay growing opinion that the tern 
"operational security" has been used wlthiti ourselves with 
jui insistenwi based on determination to achieve covert autoncasy 
rather than with real logic and substance* 

(2) Ihs Branch Ohlgfsc of MM have, and mcessarilf to 
perform thsir functions, cunat<teralxLe broiul li^ormatlon rela>- 
tive to covert operations* Each of them ha# pwivlously been 
employed (BS and SSU and were not considered insecure at that 
time* One of ti:iera, and ayself, have been honored the Bisec- 
tor* s personal confidence on several occasions in connectlos 
with matters Involving the higl»st degree of security* AMO 
has personally assured on several occasions that he has no 
Qonoem security-wise insofar as I am oonoemsd* Also, It is 
ffiy own conviction that Uie caliber and abilities of AScM super- 
visory personml are at least scraewhat hi^or than that of 
their counter-parts en aged in direct covert support* 


(3) It is possible to provide organisationally for entire- 
ly adequate security in overall support of all CIA operations 
through oentralimtlcn of a 1 support functions* In so doing, 
considerable economy and greater efilciewjy in support opera- 
tions would result* In such case, I would make one ohanp 
In ASM supervisoiy personnel would be placed 

in charge of Services, cvei] 25X1 A 


p*cmp 


d* (I) I believe that the point of view of the| 

that covert operations should be removed from CIA hsui been 
pointed up both recent Security Oouncll discussions and the 
Baldwin articles* 


(2) Tim Hoover Comaiisslon Group now with us has asked ms, 
and other GIA offlolalj! wh<ai thsy have oontaoted, whether covert 
operations should be removed from SIA, and If not, why* their 
report will cover this matter specifically* 

(3) Wy information to date indicates that Assistant 
Directors who have been asked about this point have stated tha t 
ttey do not have sufficient ocsitaot with or knowledge of the 
mvmrt activities to have a reasonable answerf and t^t due 

to this situation there Is no particular Mvantags to them in 
its retention, insofar as they have knowledge* 
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(U) Hir answr, whloh I continue to taphaslsse for all of 
CIA isi 


(a) Only in CIA oan be sim? that aotlvittea are 
not einphaaised or slanted to aset pre-^tanaiaed depart- 
isental poll<^* 

(b) Only in CIA can we be assured of an adequate 
objective central service ishioh will be accepted by and 
available to all other agencies elthout departont^ 
duplication* 

(o) Only in CIA, through coordination and direct 
cooperation with other CIA offices witli m objective 
national approach to intelll^noe problOTS can we be 
assured of proper utiliaation and integration to awet 
national rather than depa* tjaental or other separate 
roqulreiaenta* 

(d) Only in CIA can ws be assured that m receive 
and can utJliae for the national Intelli^nce picture t!i® 
entire product of covert activity* 

(e) Only in CIA can ti® be assured of the moat eoonond- 
oal and least duplicative support of covert actlvltiee* 

(f) Only in CIA can we be reasonably assured of ade- 
quate budget provlelon and Gotmresalonal support of these 
activities* 

( 5 ) Cooplste, or nearly oong)lete administrative autonceay 
for covert operations will provl^ organisational support for 
transfer of su^ eperattons frem CIA to same other a^aey, or 
estabiisbaent as a aeparat® agenoy of goverwaent* This, tatoen 
tagethor with th® wall currently built bstween oovert and other 
aotl dties of CIA would in Itself refute aiay arguiasnt for 
retention* If it should appear to be neither eoomaaioally 

nor operationally unsound to make such a transfer tho teoptatlon 
becomes oven greater. 

(6) (a) Major adainiatrative probless in oonneotlon witi 
separate autoncHay for covert operations «rei 


!*• Budget 
Personnel 
% Space 

1* Prooturefflent and distribution of supplies, 
including developmental oontraots 
5* Transportald-on 
o* Ccmmmnioations 
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7* Warehousing 
o. Packing and crating 
V* Reproduotton 

0# Relations with other ag-noles 

Possibly CE Registry and Cover and 

I}ocaa©ntatd.on, (j 

(b) 1 believe that it Is attaitted ty all of us that 

it is smch more expensive and less efficient from tha stand- 
point of a single ai^ney to maintain dupHoata adtainistra- 
tive support activities in these fields# CfflEupetitlve 
approaehesy which I believe can remit only in searching 
inquiries as to tha actual neoessliy for such daplicationj, 
will be the inevitable result# 

(o) This reduces the problem again to econo^oal and 
efficient operations versus a olaira of inflexibility and 
Insecurity* I aa convinced that ise can have the former 
without the latter by proper organlaation and control^ and 
in aro doing can afford to Director a consistently souzkI 
and (U^lBisibis poetlon in carrying out hie personal respon- 
sibility for managoaent of all of CIA In the best interests 
of the D# S« Qoiffiimfflent* 

25X1 A 

(7) I am accused by the l ~l articles of "empire bulld- 
ing‘> and of being •^the tail irtiich wags the dog"# In our last 
meeting AI®0 repeated the "wagging" oeaoent and stated that he 
feels that I have a neatj^ orderly mind which is governed by 
regulations and wishes to pTOvide controls idilch covert opera- 
tions cannot abide by. These things should b® considered by 
tha Director in determining his aotion, 

(8) Before makliH ay rocoBBaendations, I wish to state 
timt they are pr<Mpt3^ only by o<miplete loyalty to the Director 
and CIA, and represent ay objective opinion of action nsoissii^y 
to beet support the A©»noy in meeting its current problems 

and consoHdatlng its future position in aseetlng Its adaslon# 

I do feel that more control is meded than has l^n provided 
in the past for covert administrative support, I also believe 
that the only way to achieve real fleadblllty within aa overall 
CIA budgetfe provialonj is to establsh oib central fund which can 
be used at the discretion of the Director to jseet shlfUng 
emphasis and targsts as the world situation changes# 

h* It is rscocmiended thatt 

a, feither of the two covert offices be given complete adoln- 
latratlva auteo^, 

b* All domestic and overt foreifgn. security functions be 
Approved For -00261 R000600040035-8 
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centrallsad under the aupanrislon of the Ejogcutlve for Inspeotion 
and Saourity^ to include all personnel investiiTatlons of semi** 
co^ert and covert personnel* 

0 * No co'trert operations staff be sstabltahed for oon'trol of 
the covert offtcea of CIA.* 

d. Complete adBiinlatrative support for all of CIA be oentraliaed 
under the Executive for Adminlatratton and Manaspment, to inoluxlei 

(1) Transfer of Conuaurdeatlona as a \xranc|i of A&M, 

(2) Consolidation of OSO Special Funds Divl. sion into Budget 

and Fiscal Branch, A&li, under f^ ~| 

(3) Consolidation of 0SK5 Peraonml Division into Persohrjel 
Branch, A&M, under | 


(l») Consolidation of 030 Transportation and Senrit^s Divi- 
sion into Services Bramh, AIM, wl th i I t.n be aa^l?isd 

as Chief of that Branch* 

(5) Bliaination of the Administration and .Services Staff 
of OSO, 

(6) Provision for a small administrative staff for internal 
administrative action within each of the two covert offices, 
similar to t!iat now provided for other offices of CTA, 

(7) Instructions to the Executive for Administration and 
Msinagea^nt to initially reduce the currently authorised psr- 
sonrel xe<|ulrea@nts for OSO dlraet administrative support by 
at least one third except in eommunloatlons, which ahull be 
reduced to the extent possible, and to effect further redtw— 
tions when pr actl cable * 

(8) Instructions to the Executive for Administration «:d 
Management to so or^lse and establish procedures for ^Iminis- 
tratlve support as to Insure adequate security of operations* 

(?) Instructions to the Assistant Directors of covert 
offices to deal directly wl«i the Executive fctr Adniinia^atlon 
and Manageaient ard his branch chiefs for administrative support* 

(10) Changi.nf the compos tlon of the Project Review Otamlttes 
to include the Executive feu* Administration and M^agsasnt as 
a member, and Alilf branch chiefs as advisors on call, of the 
Chairman* 

«• The Assistant Osneral Counsel for Special (^rations be 
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radealg^atecl as Assiatant General Counsel for covort activities# 

f# A 3tu(i7 be made of the support functions perforaed tqr CBO 
Bagistty Division and 030 Cover and Doouiaantatlon Diviaionto de- 
tasainB wiiatiier tiiese divisions will be required to support both 
oQvert offices* If .so, they should be rsasslgmd as Indicated be- 
low i 


(1) Registry - To Biographic Branch, OCD, 

(2) Covert Dociuaantation - To Services Branch, A&M* 

g* Frovisioft be .aads to the extent practicable for closer 
working coordination and cooperation between our covert and overt 
offices# 


2 Xnols# 

Ifesjo, dtd 21 July Director to Bx»Dir»,A.3st* Dir., SO, 

.’^xsc* h&Mt Ewo# IltS 

Nfemo, dtd 26 July 19l.s8. l I to Sx@c* Hir, 
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CONFIDENTIAL 

21 3vaj 1948 


MEMCSAKBOM PCWi Dlraotor 

Assiatant Mreator, Speeial Operatioiia 
..^Ixaatiti'ra far A4M 
Sxaaatira for I&S 

Subjaatt A^ialatratira mppor% for SlI 


1. In floir of ^0 dorrwat laapaolitma by rapreBantatiroa of tba 
SooTor Cond.aaioa^ by raparaaontatlToa of tha Ibillas-Jaolcaoa-Corraa eo»» 
ttlttoa, at KFOll *a ly ^a Badgat Rariw Board* aio* * tha oi^^iaatlt® of 
tha CIA ia baiaf rary owrafhlly aerutlniaail* It ha# ba«i w ballaf for 
a<»a tl«a that oonaldarafela dtui^lcation axlata* partioularly aa ragarda 
tha Tarioiia klnda and elaaaaa of adalnlataatlra support of CIA. 

2. I ahould lika ^a addraaaaoa to aaat and oonaidar aa orga^ta- 
tioa of eor Agaaiy i^araby dapllsatl«i Bay fea atalalsad allJi dua ragard 
to tha naoaaaity for affioi«st and aaoawi oparatioaa. Ispaelally la 
thia aaeataaiy aw with tha dlrootlTaa swatainad la BSC 10» 

3. It aa«a8 to aa that tha followiag thraa eaaaa ahould ba eara- 
f^tUy ax«a^aads 

a. Ccnaplata and sapaiata autoaiKBy for aacftt of tha two eorart 
offiaaa. 

b. AutoBoaoua adadalatratlTa mpport for tha tw eorart 
offiaaa by tha daBlgaatloB of a Bapu^ Dlraator to auperrlaa 
both ©ffleaa dlraetly and to aanara^ tha adainlatratira aupport. 


c, A acaplata caatrallaatl<ai of all support fUnotioaa uadar 
tha aorraat organisation. 

4. Bhila tha abora oaaaa ara baliarad to ba illuatratlYa* it is aat 
ay intantiOB that tha addresaaaa ahould Halt thair eoasidaration only 
to thoaa eaaaa* Inataad, lAat should ba 8QU#t for la a seallng^-down 
unA atreaaliBiBg of support fonotiona* alwiscw aonaistant with tha 
naeaaal^ for aaeuri^. 


5. If tba abora addraasaas faal tha naad for obtaining ^a riawa 
of aiy of lha other msabora of CIA (for wtanplai flnanea, bwiget, legal, 
ata*), thiy ara authorisad to sail rapraaantatlraa bafora and to 
obtain atatenenta* 

25X1 A 


■ fv' I- U ■; s " ^ M n L. ' ». t. giuJEBiom'M 

Raar Adairil,B3B 
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CONFIDENTIAL 


EsBcuti-ni Maseetor 26 Ju^y 191^8 

RxecutiTe for Adalnistration at^d aanageaent 
Adsdnlstratlv® Support for CIA. 


1. kB agreed at the first aiietisg of the group designated \s^ 
the Director* a aemo on aboTO subjedt| dated 21# the Assistant 

Director for Special Operations and layself discussed the subject on 23 
July and agreadi 



a. That complete and separate autonomy for each of the two 
covert officos should not be considered. 




b. That all domestic security functions including personnel 
investigations of aemi-oovert and covert personnel should be com- 
bined under the Executive for Inspection end Seeurity. 


2* a. The Assistant Director for Special Operations la of 
opinion that all cowrt admlnistrativo support funotiona (other 
than Indicated in lb above) should be cmpletely separate and 
autonomous uiKter a staff officer on tlM Dijeetor’s staff. 


b. He does not believe that anotiier Ifeputy Director should 
be appointed to supervise covert activities# and I concur with 
him on this point* 

3* a. It is ay opinion that much greater centiiliaation of aip- 
port functions under current or^niaation# to provide overall 
support for all CIA aotivitieo is both feasible and desirable# 
and that increased effiolentqr with at least no loss In currently 
provided security will result. 


b. The Assistant Director for Special Operations expressed 
willingness to fblly escplore ttiis point of view before autmdttii^ 
a final opinion. 

Support funetions to be considered from either an overall car 
separate responsibility angle stiouM bei 

( 1) Peraonnel 

(2) Budget and Flnanmi 

(3) Supply# transportation and reproduction services 
{ it) Communications 

(5) legistiy 

(6) Covojl^r and documentation 
$9 l^ecoraiaendi 


a. That each chief {(BO-j 

•• 
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(iK2) mid (3) of pamgreph li above be ealled before ttie groa? 
desigiiftted by tl® Bireobor* separafaiy for eaeb said 

posslMl tiles of fartter osatralitayaoii discussed* 

b* %ai the ac-iLvitlee listed mk^r (liKS) «®d (6) of 
paragra h it above be discussed by the group dealjpmted by the 
Oireotor* 

c* Thai aftfsr careful conslderaiim of all aisglea of the 
problem a written report and reo<®i»i3'iaiioas h& pre-pai»d for 
action by ■tisi Direoior^ including opposite irleei of the 
fflssatj&ra should so a^^ssnt be iSMK^d on spy poSJii or points* 


AfiO 



Bxecuiire for 
Executive for 1^ 
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